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ABSTRACT., ;
Based on the proposition that shared decision making
~—~affords greater opportunity for the support, commitment, and ]
‘motivation necessary to,acg'eve‘imp:qvea learning situations in small
communities, the_Rural Education -Program {(RER) of the Northwest
Regional Educational.laboratory has developed a planning model to aid
small rural school districts. Central to development of REP strategy
(Rural Futures Development Strategy) are the following assumptions:
(1) schoal improvements are longer lasting and more effective if
those affected take part in the—decision—makihé\process; (2) a
comprehensive plan produces eriduring improvements; (3) improvement of
community communication, problem solving, andideéision making skills
increases the likelihood of positive action, local leadership, and %3
.group motivation; (4) a "process" person'(Qutéide‘consultant)
facilitates group work and enhances the potentia11for reaching goals; |
{5) group projection of a desirable future is a better 1st step than .
identification of problems and concerns; (6), consultative assistance
(facilitation) is more positive when i+ builds independence rather
than depsndence. Based on these principles, REP resource materials,
training plafts, and products include guides for schools, school board
development, school-community groups, the training of process
facilitators, .etc. (JC)°
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OW TO EXPANy LEARNING OPPORTUNITIES FOR SMALL SCHOOLS

I.+ A FUTURE VIEW . \

Come with..me in my heliocopter and take %,ride into  the future.
/— =

It's April 1985% WMy heliocopter hovers lover a‘small.community._

D) -
in one of our rural areas. Not only-hag my heliocopter been
P !

" able to speed ahead in time, but I have acquired several

unique abilities: I can see, hear, andfsense what is happenlng

t /

L) . /
in the community below. i . - . t i -

As we hover:ﬁfuﬁ%wlce something dlffereJt about this rural )

~ -

-

No school stands”on*the‘hill—separating the

I don't

ommunlty

bu51ness and re51dent1al ‘sections of town. In fact,
AY

»

see any bu11d1ng that resembles a school - Down on my right,

however, I see a rural transit bus 1oad1?g both small school

age children and senior. citizens. As they;walk out of a -

-

earby buildinyg, I overhear a conve;§atién—betﬁeen a youngster
a

nd one of the grey-haired’adulis. They |are talking about the
!

/ & .
The

I - { . e
i linch tney have -eaten together at the'Coﬁmunlty Center.

youngster is talking excitedly aboﬁt a story in his reading

{
[
| : ) _ ,
/ lesson. Obviously the senior citizen has spent some time in
I '
f the Community Cen'ter with this second grader.reading and

| ' '

I

discussing today's lesson. Now thef*board'a bus- and return
r ; . o
[ to their separate homes. . ! .
1 I look out the left window of my heliocopter and see a small

¥ 1 k4

: N 7 .
cluster of buildings with a,flag—wavingtoverhead, I can
v N - {

easily read the words on the sign out ffonti "Human Services
. . 1 -
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Center: Community Heéath, Safety, Welfare." Because of my.
unique abilitqﬂfq,know Qhat %sfhappening inside, I realize .‘

' tbét students are being immunized against cancer at the
Cémﬁunity liealth Center. Public Health doctors and nurses
are being assisted by high school and community college ‘
Students from>hea1th science_and careers classes. Across the
nall, in the Soc1a1 ‘Security offlces, I see student

asslstants helplng w1th clerical tasks, data processing and

1nterv1ew1ng. These stuaents are from three educational

»,

. <
1£€vels: high school, community college and university. Each

. one is engaged in a learnlng task approprlate to his or her

l1evel of performance. The "department supervisor is a '"social

" worker-teacher," capable of' performing W@ffﬁge" tasks and

;‘%"f
Jhelping "facilitate" students' learning of ne

content. . )

| :
In a larger building to the .right I see an assortment -of motor

M \
vehicles in various states of disrepair. There are smashed
police cars, dump trucks without engines, passenger cars, road

. graders, scrapers, carryalls, and others. Girls and boys,
. 4 R
men and women in mechanics' uniforms work under, in, and

; % . . |

'] . -

"around these vehicles. Small groups form here-and there

~ @

to discuss the job at hand. .A glass-englosSed room nearby

_néuses what looks like @ combination library and pafts stdfe

for -.cars and trucks. :Reference manuals for’ all these vehlcles

line the shelves alqng one side of tne room. ''Open stacLs”
on the other sidé con%éinfcarefully numbergd and lettered new

[4

parts needed to’repair the assembled vehicles.

0004 . - 2




This is the State, County and Community Road \and Maintenance

Shop--combined under one roof with the community college

and high school automptive and mechanicaljdepa tments. tiere
y students from vocational and career education courses learn

marKetable skil;s whi}g repairing and sefvicing\public )

Vehic%es‘in tne motor pool. ‘ A

- : ?
r

7‘ ” N 4 . i - 5 * -
- A gust of winu 1ifts my neliocopter and we drift a few nundred

+

yards to the west. Below, I see another complex of small-

- barden plots, rows of nursery stock, a few greethLses |

.,suattered about and people of a11 a&es busy with varlods

tasks. A sign on one baalglng reads "U.S. Departme&t of
¥ Agriculture: Lounty Extension Office:." Underneafh, t;*my
surprise, are "tne words. "Superv151ng and Cﬁggz;atlng Fully
With. Vocational and Career nducat;on Classes from .Community ' ik

; College and tne High Scnool." s

-

This is exciting! I am,eager to see more! The combined public-
and school library is just ahead, so we move to get a better

view. As we do so, we recogn}ze the<strains of "The Star
(" . . :
Spangled—Banyer,"‘ From my heliocopter I see through the roof
° £ 4

a  of the cdeunity auditorium, where a smail. group:of about 40
>,
musicians--young people and adults--are gatheréd.” This is

tne Community Band, leading the opening ceremonies for.a igroup

of visitors. Tne next moment, the Chairman of the Board of -

%

'Couﬁty Commissioners is addressing the group. ' I hegr him ‘ay:

"You've been our guests for these past two days and
have seen our Community Services and Educational
Centers. Several of you have been asking us, 'How
‘were you able to do it? How did you get all these

A'El{llC‘ - R - 0005




federal, state and local governmental agencies,”

the community.college, the school district and

the members of the local community together to )
-“provide this unusual educational and service

Center?' -

"My answer is: with a great deal of difficulty
and much persistence. But, more seriously, .
I'd 1ike to say that it wasn't easy! ,It has taken “
a lot of hard work! - Ten years ago or more, -our
county commissioners realized that our community
was going to change wnether we liked it or not.
‘More . people were coming, houses were being
built, we‘'needed more roads, people wanted more
services’, and more-schools ‘wers planned.- We -~
- knew that we were not a rich area and so we

began to wonder how we might afford all these

things. As elected officials, we recognized

that-many community people had ideas to offer :
__and,. wanting to-be re-elected, we-decided—to- —

involve those people. We did! It was our best
move! I think the first meeting we ‘had was with
the local school board, superintendent -and the
cominunity college president from our .area. Later
the group expanded to include fedéral -and ‘state
agency representatives, local business people
and %everal representative citizens and became
involved i regional land use planning and
community development activities. :
. *—//7 ' Wt - ) :
After more details of their early involvements, successes

»
-

and disappointments,*he—reglizeﬁ he ;s taking too much time,

and concludes by noting several factors that he feels guided
v - -
their planning and work: .~

.. : »

"), We liked our community! It was a good place -
to live, raise .our™~children. We agreed we
wanted to keep it that way. i

4 3

"2, After much discussion we recognized thai we

needed to "plan a future'.....one wve ligedr.,..

- one on which we could agree and would be
‘willing to work toward.

"3, We realized that available public monies could
not possibly cover all the needs we foresaw.
Alternatives must be found to help us atkain
our "desirable future" while staying within a
stable--if not declining~-tax .base,-using
available energy resources. i

. i

o 00006 g
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. nOur local school board and administration helped us in
- tnose early days by suggesting some important guidelines
) for euucation in our community. Andy here is Chairman of
our School Board. I've asked him to tell you what some of
those items were. , Andy Higgins, would you please tell these
visitors about them?" , ‘ -

. . :(I'see Andy rise to address the audience):

"The board, tne superintendent and staff members met on
several occasions. Out of their discussions energed three
or four points, important to our future plans:
(1) We wanted to break down that old traditional
barrier that separates school from community,
- dnd mahe the two one unit.

2(2) We agreed that learning should be real and
practical. As tne teachers put it, 'Learning

.~ should satisfy student needs in a real-life
» -enviromment."

+ . "(3) Since citizens pay taxes to support .
h scnools, and students use what the school
provides, we wanted both groups to have an
opportunity to influence the educational
- decisiofs.that affected them. .
/. 1 (4) We recognized that any change in one
part of our school system affects the rest
of the system;.and we.agreed; therefore, that ,
we wouldnt’ make any more 'piecemeal' changes.
-/ " -
"Well, Jonn,l&hgre were others, but those were important ones."
X1 -
* \
At this.point the county\commissioner'chairman returns
" to add some final’comments: - - .
O
"fhere are two more important factors that I want to
share with you. These are: o o~
- . - i
"}, One of the hardest things for us to accept
was our need for outside ‘help to accomplish,
our goals. We finally saw how restricted weé.
were by our own ideas--how unwilling we weTe
to look at alternatives. An outside
"facilitator" from a regional service agency ’ g
helped guide us through our problem ;solving,
- decision making and communicatidon processes
and taught us how to cooperate (collaborate)
with other agencies-and institutions. This
facilitator nelped agencies become much more
’ responsive to the specific needs of our
: . » community. - ’




- & '
e ' /— . )
] ) . . -
""2. Perhaps bne of the main principles that ,
has guided us through these last ten years
has been viewing every activity from the
. perspective of multiple use. We have
- - tried to g€t rid of the idea that every '
public Service must build its owih empire.
. L This has, been a complicated tdsk. We '
have tried to explore each human, social,
and recreational service and each public
facility to discover its educational
value and potential. We wanted career
education to become rélevant for the
students and adults of our community."

/ ®
- . ’. . . .
Tne county commissioner is,/continuing, but our heliocopter

nas only a limited supply of methane gas, and we must return

.

tb—thé*refiné?}véf,a;loCaiﬂgarbage disposaliplant'to refgel.

’ © ~
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II. WHAT TO DG TODAY

1)
3

We have {5turned from our 1985 trip. It is April 1975 once

)

’

again'and we are in Miami Beach at the NSBA Convention. It

would be very appropriate for you as schooi board members or

superintendents to ask, 'How can we ‘use these ideas to Help

expand learning opporfﬁﬁities in our small districts?" Here

. e ’
are some basic steps: - [

1. Help members of your school-community begin to

consider—what—they—would—view—as—a- 'desirabile

4

future." {
1f possible, find a third party 6utside'

the community who is qualified to help;

\ - you do this. N . /

2. Try to involve the entire community--students . /

(espccially fpom*jgnior,and senion;high)‘and staff, |

£+

custodians, secretaries, bus drivers, aides,
L] . “

commﬁnity-people-:so that all voices. can be

hear&. \' ~

. 3. Organize fﬂbrpadly representative "mix" of these

people to form a School-Community Group. \
This group must be sponsored by the school
board but. should act as an independent body
(a third party problem solving group) that
makes carefully prepared recommendations to
the Board, Encdurage and support this group.

4. When the group is,establisheé, ask them to examine
"the goals of their 'desirable future" and determine

‘which have priority. -

. Then, ask them to 1istktﬁ%*barriers that
prevent your school-community from reaching
the goals they've listed as priorities.

0009 L8
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: 5. Next, the group must examine available alternatives

. that can help them remove thgse barriers.

Get them to identify what things are most
important. Involve the¢ whole community if
possible. Responsive agencies are most
helpful at this point of the search.

6. When one or more alternatives have been selected,
the group-should make a written recommendation to

R the board explaining- their thinking and their

conclusions up to this. point. . § N

A

7. Members of the board/adm1n1§trat10n study the

report accept or modlfy it as needed, and.ask

the ¥roup to:develop final plans for initiating the

4
1

recommendation. : - ’
Involving the community group in-imrlementa-
tion of the plan malgtalns their id _tification
with and support of . As schocl board
members, share with hem the responsibility
. for making it workg %

- 8. °‘In complianpe\ﬁith the boards request, the group

- 1 , ,
8 should develop -a plan for implementing ‘the recommen-

dation, and bring it back to-‘the board for final

approval

A

¢ - It is especially helpful if ‘the group includes
in their plan indicators (criteria) that can
be used to asséss the relative success of the
it newly installed program/project.

9. The School-Cémmuqity;Groupchelps install the new
program, monitors it, and,'after.a few months, -
assesses the progress it ‘has made. )

. It 1is temptlng at this point to let the
professionals take over. Keeping the

. compunity group participating, however,
»\\,(” ‘builds confidence and support.

ERIC o+ L0010
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-

- If the gropﬁ has been successful, many will wish to tackle

a new goal prigrity. Encourage them. At the same time,

thank those who do not w1sh to continye, and find others to
e .
-serve in their places. ////-

W
S

-

¢

“This procéss means sharing old responsibilities in new ways:.
You must recognize that professional educators and the board

have traditionally attempted to.carry this entire burden.
A 4

The approach I've described suggests that SQhoollboard members
. \ .

and administtators share some decision making authority with—— "
. S
students, staff and the community} The school administrator

hat the whole.commuﬁity

becomes a local "facilitator" of 1
decides iS'gOSd andjof desirable. \While—shared decision
making mayrbe cumbers?me, it:offeréfgreat{og;ortunity ﬁor‘
support, commltment and potiyation in achieving 1mproved

1earn1ng opportunltles for all communlty‘members.




ITII. DREAMS VS. REALITIES
e

o . Now you may say, 'That all sounds gneat--bﬁf‘woulﬁ such a

process really work?" The answer is yes, it does work--not

LY

equally well in all communities, but well enough to warrant
continued optimism.’ ‘ :

. s
During the past several years, the Rural Educatlon Program

(

of the Northwest Reglonal Educatlonal Laboratory in Portland

»

Oregon, has--ondér de&élopment contract with’ the National

—

e s g i e ~ . . g
Institute of qucatlon::55en”ﬂEVeIop1ng‘th{s planming model

¥

to help*smailoaistrittstexpand learning opportunities1
§ . . o

. N - ' .
< At the Lab, wesexamined the e€Xperiences of many groups who

A

have attemptea educational.chanﬁe in rural areaG. We also
studied resea;oh and developmept ltterature;on change and |
innovation to determine'what kind—of improvements have enough

lcommunlty support to contlnue beyond the 1n1t1a1 surge of

. 1nterest.
| ¢ ’ 0 .
While our findings were not startling, we uncoveéred some
H v : \ -
fundamental ideas:

- v

1. School 1mprovements were longer lasting and more

. effectlve mhen those people affected by dec1slons “had

» 'an*opportun;ty tc influence them. . \

2. A comprenensimefpian'or total system that included
ail affected elements produced longer lasting

=
.

improvements.

/ .




products at NWREL.

A H

3. Hélping people improve their communication, prohlem

5 solving and decision,making skills within the context
of real situations 1ncreased the likelihood that

- (a) p051t1Ve\action would result, ] 1oca1 leader-

ship would emerge from w1th1n TP and (c) the

group would be motivated to- continue.

e

4, Having a '"process' person facilitate the group's

Y

work enhanced the potential for reach1ng ooals.
Ideally this person would come from "outside" the
1mmed1ate community,@from an organization 11ke a

BOCES o ;ED capab1~ of supporting him/her in a

w S

"helping role." |
5. Helping a group project a "desirable future" is a~
:better first step in'ﬁlanning than listing all their
problems or concerns., A harvest of concerns tends®
to- polarize members of a group, wkile prejecting .a
'"de51r;h1e future" tends to bring members t;gether
6+ Cdnsultative assistance (facilitaticn) is more
positive when it builds independence rather than .
dependence. The goal*df the outside consultant

* (facilitator) is to .work him/herseIf out of a jrb.

—~ ——— * 7

These and other basic assumptiens and prﬂnclples guide the
development of REP resource materials, na%nlng plans and

We. ca11 the total system in which these

products are developed and tested the Ru a1 Futures ﬁevxlopment\\\\

You may be interested to know that RFD products,

e * ?

Strategy--RFD.,

include: o e . . .
0013 —— —
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-

1. A Notebook for Scho%1:Community Groups which provides
— o

information, guidelines,iandAresources to school-
community members as they pa;titﬁpéte in the RFD ;-
Strategy--partlcularly as they %on51der local

, educatlonal needs and prepare ré&ommendatlons for

meeting those needs. -

»

; 2. A Guide £ot,School Board Development which provides ’ '//

‘school«Boards.information, guidelines, and ré€sources
‘to sopport their partieipption in the RFD Strategy--
R;rtlcularly as they respond to the recommendations
ﬁ%g b of local people and the needs of thelr c11ent< (school
| ‘ . staff and students). .,

. . 3. A-Guide for Schools which provides school staff members
S - 4
information, guidelines, and resources to help them

r~§ work with the SCG on educational improvementsKAand“l .
B deal with issues related to orgenlzatlonal develop-, ;
ment, curriculum development personal/professlonal
development and'leadershlp.

4. ,Strategy Descrlptlons ‘which prov1de all part1c1pants

clear, substantlve overv1ews of the RFD Strategy.

The descriptions range £rom a brief brochure to a
/

#

detailed ‘technical papér.

v 5, Process Fac111tator ‘Manuals whlch prov1de process

- :_,/fac111tators 1nformatlon, guldellnes and resources
to assist them in helping others,partlcxpate in the .

RFD Strategy.

Q. \M\x * . JU14: . %3




6. A Guide for Training Process Facilitators which

provides 1nFormat10n. gu1de;1nes, and resources that
agency personnel ‘can use in tra1n1ng process fac1-
litators and field' consultants.

7. Sypport Agency Materials which support and guide’ .

—
participating personnel in regional and state

department of education offices. - :

These products are presently undergoing exbloratﬁry testing
“in San Juan County, Utah {Fourfcbrngrs area, with the State
Department dfiﬁaucation, the ;avajo Nation and several ¢
oihér iﬁvolved—groups)1 With c¢continued fupdigg frﬁﬁ”NLE; weJ:: )
plan to use the resﬁiis—bf’théSé’tesfs fo réfineﬁﬁfesent

Vo products for use in another Northwest site. Dissemination

to other interested'stages,and gommunitiegﬂwili follow.

- " . .t
“ ’ IV. CONCLUSION . . .

Perhaps this‘approach—to expanding learning opportu;ities \
was different from what you anticipated.. T chose this method
to illust;ate the generalized set of érocedu%es we have been
developing and using: —a,plannea change model for rural ;chools
.and communities. We are exgated about the results, and 7
believe the model ‘holds much- promise for expandlng 1earn1dg

I

opportunities in small school dxstrlcts.

£y

Thank you for your attention. T will be happy to respond to

your -questions.

~——
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